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MJMORAKDUM FOR: 
SUBJECT : 


Chief, Technical Accounting Stuff 

KLacftl. Division Procedures for Scheduling Audited 
Vouchers for Payment 


1. EHGBLgK 

a ™ vlev && been made of current procedures in the 

T e ? C£rtaln Whether the scheduling of audited 
vouchers and claims for payment can be expedited. 

FACTS BSARI08 OR THE PROBLEM 


2. 

a. 


Procedures Followed in 


Schedul ing 

f ,i naMdW fcg, 


( 1 ) 


BraxieheB of the Fiscal Division are concerned with the 
auditing and scheduling of vouchers for payment. The Claims 

r tl f iSP0rfcati0n vouche *® «*d certify the schedules 
^gagwch wnichew for payment. The Fiscal Processing Branch 
as s receiving and distribution point for ah£st^i 

^ re ! Sed tQ the Pi8cal Division and distributes vouchers 
and other documents to the other Branches. Audited vouchers 
except as noted herein, are submitted to the FPB for scheduling 

£ J2T2?, ? vouchera ' W» performs 

®«bedullng process, such as returning the sche dule s vith 
the vouchers to the certifying officers; kf£ r certifiStion 

i t S h S JZtVTT the 005168 ° f «“ schedule^S’ 

go to the Assistant Disbursing Officer (ADO) ; and re-associating 

oiLi££ 8rS thS 0rlglnai8 of **» P^id schedules when such 8 
originals are returned by the ADO. Certified schedules are 

assembled by FEB and hand- carried to the ADO twice each dav fat 
approximately 1030 and 1500 hours), deceptions to 5fl» 
scheduling procedures are as follows: the Travel Breach obtains 
schedule numbers frem FPB and schedules vouchers' Si, 

of travel funds directly to the ADO; and the Pay£n BiJjch^bSS. 

5*2 ? IS **” ™ "* SChe<iule8 PWll^uchere ^5^ 
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(2) Audited claims and vouchers are reviewed by a certifying officer 
before the claims and vouchers are carried to the scheduling 
olestc in FFB, In the Claim Branch, the date a voucher la con- 
sidered "audited* is after the final preparation of all related 
S*P «*, including any necessary memorandum or Administrative 
Audit Difference Statements. In the Travel Branch, a slightly 
different procedure is followed, and the date a v o uch er is con- 
sidered "audited" is the date the auditor completes wort on the 
veueber and has drafted related documents, such as any necessary 
memorandums or' Administrative Audit Difference Statements, but 
before such documents are typed in final fora. This difference 
in what constitutes an "audited voucher" in the scheduling 
pattern my muse sane travel vouchers to appear delayed before 
being scheduled. Order current procedures, neither of these 
Branches has any typists and all typing of memorandum, letters. 
Administrative Audit Difference S tat em ent s, etc., for both 
Branches is aecosjplished by personnel assigned in the office of 
the Chief, Fiscal Division. 


b* Bevies of Vouchers audited by the Claim Branch - 

fhs period 21 August through 12 September l?6l was selected at randan 
for review. Since the large volume ef voucher* and schedules processed 
mads it Impractical to attsapt a review of all documents, the review 
was United to 35 schedules, distributed throughout the period, an 
which 237 vouchers were listed. This suppling represented about 10 
percent of the total schedule and voucher volume and was considered 
representative of the problem. Facts disclosed pertinent to this 
study wares 

(1) Twenty-two s ched u le s listed vouchers which had been audited the 
asm day or not mere than one work day before tike date of the 
schedule. 

(2) Twelve schedules listed vouchers which had been audited act aura 
than two weak days before the date of the schedule. 

(3) <*» one schedule listing three vouchers two had been audited ate 
work day before the date of the schedule, and the third voucher 
had been audited three work days prior to the date of the schedule, 
which was the longest period any audited voucher had been held 
for schedu lin g. Further investigation Indicated that such voucher 
apparently had bean hold intentionally at the scheduling desk wait- 
ing fOr more vouchers of the sane type in order to make better use 
of tbs schedules and not list one voucher by itself idacn urgency 
of payment was not critical. 
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e. Review of vouchers audited by the Travel Branch - 

Ae n awa period Mlscttd tor miscellaneous vouchers was and for 
review of trawl voueherej however, the waiter volume penaltte d an 
examination of all schedules prepared during the period. Shis review 
<ni»y f a«»S 6k schedules which Hated 389 vouchers. About 20 percent 
of the schedules listed voueheis which were ftor credit to advance 
accounts and did not regal re a payment by the AS©. Ifcrtinaai facte 
obtained from this review were: 

(1) 9m schedules listed vouchers audited tee same day as tee date 
of tea schedule. 

(2) Bilrty-two schedules listed vouchers audited not more than one 
work day before the date of tee schedule. 

(3) aiactean schedules listed vouchers audited sot sore than two writ 
days baflore the date of the schedule. 

(k) Sight schedules listed vouchers audited sot sore than three work 
days before the date of the schedule. 

(5) six schedules listed vouchers audited acre than three work days 
before the date of tea schedule, these six schedules listed a 
total of 31 vouchers; however, only nine of tee vouchers wore 
actually held sore than four days after audit before scheduling 
white represents about 2.3 percent of the total of 309 voucher® 
investigated, four of tee nine vouchers were for credit to 
advance accounts and did not involve payments to travelers. 

d. Analysis of scheduling wgjaae - 

(l) To evaluate the effectiveness of current sc h e d u l i n g procedures, 
an analysis ms made of tee nunfcer of all voucher# scheduled 
d?»*»*g tee 26 week period ending 1/6 Secesber 1961, based upon 
the H® weekly work reports. A total of 17,921 vouchers ves* 
scheduled during tee half year period. An average of 689 
vouchers were s ched ul ed per week or about lh2 vouchers per work 
day for the 126 actual work days in tele period, total vouchers 
scheduled during a week slightly exceeded 1,000 items on three 
occasions (weeks ending 15 July, 12 August, sad 9 fisoeteer) and 
declined to a low of tOi. items for the four- day weak week ending 
3 July. Other holidays in tee period ted no noticeable offset 
on volume of vouchers scheduled or the inventory of unscheduled 
vouchers on hand at the end of a vote, the average carry-over 
of unscheduled vouchers at the end of a week was 1M which is 
considered r ea sona b le and is consistent with the average rate 
of scheduling about 1&2 voucher# per day. 


Approved For Release 2001/07/30 : CIA-RDP78-05548A000 100050041-0 

^CPRCT * 



-05548A000 1 00050041 -0 


Approved For Release 2001/07/3 



(2) Data chi the washer of vouchers received. during prior fiscal 
years for proceeding; auditing and scheduling sere reviewed 
beginning iritb 1953, which ms the earliest year for which 
data were available. 13 m volume of vouchers received increased 
gradually but cons latently up through 1953 when a tremendous 
increase in volume occurred. Vouchers received during 1961 
were 1.53 tines Idle snaher of vouchers received in 1^58. 

(3) % amt Idle scheduling requirements loosed during the Inst 3 
years by the increa se d volume of vouchers; typists outside of 
fVB have had to be given some training in the scheduling process, 
fetch extra typing help has been assigned to sect peak loads and 
overcome situations created by unforeseen absences of the regu- 
lar scheduling clerks. Even so, emergency situations have devel- 
oped on occasion vha a clerics unskilled is typing or scheduling 
have had to be p re s s ed into service. 

e. Bevies of peasants by ADO - 

As a pert of the analysis of the scheduling of audited vouchers, data 

sere obtained simultaneously concerning their payments as follows : 

(1) Schedules listing Miscellaneous vouchers - 

About 70 percent sere paid no later than one work day after 
the date of the acheduls; and about 33 percent UWMP© paid no 
later than two work days after the schedule date. 

(2) Schedules listing travel vouchers - 


About 62 percent were paid the sane day as, or a m work day 
after, the date of scheduling; about 26 percent were paid no 
I later than two soak days, end 2D percent were paid no later 
than three work days. 


f* General consent oc scbeduXinjij^ 

Although certified schedules were batched sad submitted to the ABO 
for pay o u t twice each day, no r ecor ds were kept to identify the 
time of day each schedule was actually processed and submitted. 

In sene eases, for example, vouchers audited during a (today after, 
asm may be reviewed by the certifying officer the following morning 
(Tuesday) sad be sent to the scheduling desk by n o on. Such vouchers 
say be scheduled proaptly during the afternoon bet have the schedule 
rmher and date assigned as of Wednesday morning and be certified 
and processed to the ADO with either the morning or afternoon botch. 
While the elapsed time such vouchers were in process between the audit- 
ing and scheduling is only Slightly mere then eight work hours, statis- 
tically such vemehess are regarded as requiring two work days between 
the date of audit and date of scheduling. This oaampla is illustrative 
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of a sim i lar problem «f elapsed tine as It qgplies to payments by 
the ABO where schedules taken to tea ABO in the afternoon of one 
day W not be fait until the morning of the second day following. 
Statistically, each schedules indicate that two wot* days were 
required for payment which is not necessarily true in ft literal 
sense. It Is bellowed that the Agency's record, for scheduling 
■wdlted touchers and the ABO'S payment of certified schedules is 
generally good, especially if allowance is aada for the "time of 
day” effect on the statistical auawary. 


3* HS3S0B3 CQ8SIBERSD FOR TNK&VX8G PBOCEOBRBS 


«• Decentralise the Scheduling Functioa - 

The dales Branch and Trawl Branch could be wade responsible for 
scheduling their respective vouchers after audit, darks with typing 
■hill weald have to be provided to each Branch. At present, there 
are no typists in either Branch and It i* very doubtful whether the 
additional work of scheduling and related duties could be absorbed 
within the present staffing of the Claims and Travel Branches without 
Impairmen t of the aa dlting program. Scheduling by each Branch would 
have the advantage of providing for direct supervision of the scheduling 
function by the Brandt and would eliminate some of the barton ng of 
vouchers and schedules between Branches . One serious shortcoming of 
such decentralisation of the function to the two branches weald be the 
problem of providing typists to emscute such additional responsibilities . 
The Cl ai m s Breach pro&ices shout do percent of the total number of 
vouchers to be scheduled, with Travel Branch producing the remaining 
20 percent. In addition to this disproportionate distribution of the 
work load, the total scheduling volume varies considerably from week 
to week with a huge upsurge in miscellaneous vouchers shout the 2nd 
or 3rd week of each month* The variation is free lass than enough 
work for one typist on some days to far more than one typist possibly 
cam do on others. With such an unequal work load, dividing a typist's 
tins between the two Branches would complicate the problem. This short,- 
■eaing la believed to not Justify adoption of the decent reliset ion of 
scheduXisjc to the Branches. 

ftEltft todiridsal Voucher* for Payment in Lien of Using Schedules - 

A change could be made in the payment procedures Whereby the use of 
form 1166 would be el i mi n at ed and individual vouchers would be certi- 
fied for payment. Buck a procedure is contemplated by Title f, 
Standardised Fiscal Fr oceda rca, General Accounting Office Bailey and 
Pr oce dures Manual. Stader each a procedure, basic vouchers prepared 
on Government standard fans or other fores authorized for such use 
would be prepared and submitted in duplicate to the Disbursing Officer. 
The Disbursing Officer would retain a copy of each voucher as evidence 
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sf the payment and return the original ce®y to the Agency for filing. 
After careful emanation it one concluded that title diaadvantagee of 
certification and payment on individual Touchers considerably outweigh 
the advantages to be gained end, therefore, further consideration of 
thie poeelble coarse of action Is sot Justified. 

c. Merge the Iraaches Affected 

Consolidate the Fiscal Processing Breach, Claim? Branch and Travel 
Breach into one Breach, in accordance with the proposal euboltted 
by the Chief, Fiscal B£ vision on 15 Bspteaber I960. Such a consoli- 
dation would effect better m s n a g s mmiit , supervision and efficiency in 
the processing of vouchers by having the audit and related functions 
under one direct supervisor, end would provide increased personnel 
c apabi l i ties and greater flexibility la personnel assignments. Closer 
coordination of the audit sad scheduling functions would tend to facili- 
tate and further accelerate the scheduling of -vouchers for payaent. 



k. cmeumcm 


The current procedures for scheduling vouchers for payment are consid- 
ered effective. Any spins which could be accoaplished under alterna- 
tives described in paragraph 3a aod 5b above would be limited to a 
natter of only a few hours for some vouchers. Had isr current procedures, 
only a s m a ll percentage of vouchers require acre than two work days to 
be scheduled. The organisational change discussed in paragraph 3c 
would accomplish some minor gains in the time required to schedule an 
audited voucher but would provide other and more significant advantages 
with respect to the utilisation of Division personnel. 

- 5* afflBBAX. CBSEaVATIOH AMD BBM*«a©ASIOJJ 


Miring this study ia the fiscal Froeeasing, Claims, and Travel Branches, 
excellent cooperation sad good working relationships were observed, 
nevertheless, it is recoomeaded that the merger proposed in 3c above be 
effected at an appropriate future time to provide sore efficient 
operations . „ 


<1 A9a 



Distribution: 

0 & 1 - Addressee noaua^, 

1 - Acting Chief, Fiscal Di vi e'Jtfibnical Accounting Staff 
1 - HAS Subject 
1 - TAS Reading 
1 - TAS Chrono 
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